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■TtmOR OFFICER fflATO 

x* goarosg. rnxmm 

A. This r tpor t summarises the results of a survey of the Junior Officer* 
Tmtolne Program (hereinafter referred to as the JOT Program) requested by 
the ©epufcy Mreetor (Support) and the Birector of Training. lhi» #u*W has 
eac&Bp&ssed all malar ejects of the JOT Program inclu d ing the authority 
fog its off tahiista aegitj. the policies* concepts* and procedures governing its 
conduct, an appraisal of its effectiveness and the desirability of «sp«n#ioa 
to accomodate a greater share of the Agency*# professional personnel needs. 
Parin g the- survey interviews ware held with a representative cross section 
of JOT tr aine es and graduates and several Agency executives were ®i«rlad to 
obtain their evaluation of the effectiveness of the Program and its partici- 
pants* 

B* Tfr* JOT program was creat ed in Hbweriber 1950* coincident with the 
estahli^WKat of the Office of Training as a separate entity. Sts sstablish- 
iseBt wa s irediested os a recognition of the Agent's need far a planned 
systematic method to effect the ress^tment* tr ain i n g and placaswnt of 
proffes»iQ*saPL personnel in the interest of the dera&cpseafc of a career cadre 
of JiAelllgenee Officers of the highest calibre. As or ig i nally visualised, 
thesp iaiividuals were to constitute an “Hite Corps” and although this 
©aac^t of the g r og c rea has been tampered end modified during the four and 
rj ffi -hyif ymxn of its existence there is still a tendency to regard JOT 
tr ainee# aM graduates as an. outstanding group of individuals in catpariscn 
to other professional personnel in the Agency. 55m growth of the Program 
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ainoe its Inception is lagsresaive end the Director of TTainine should he 
ooweMed for Me efforts in tee toveicpaait of tee sound hssic ooncepte 
vfaieh gmrxi tee Program today* It ha# provided the Agency Mte 182 
professional Intelligence Officers of the M^eet calilsre and tee smforwnce 
of these indiviAuals during their training and subsequent permanent assignment 
i® aiBost iaa sM#io usly categorized a# outstanding* ^te of attrition 
jog* cazajldate® has him l<**r tern tee Agency*# average rate of attrition 
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outlining the objectives and concepts of the Program as well as tatra-Agency 
responeib illtlee far its conduct, and includes the establishment of a T/O 
ceiling of 200 positions under the administration and direction of the 
Director of graining* Haase II will be implemented when the success of the 
ej®an&ed concept inherent in Phase I has been appraised by the Inspector 
General and involves the consolidation of the personnel and training function 
into one Office of Personnel graining* Ini ti ally under Phase IX, the 
rate of recruitment should be equivalent to 50 per cent of the Agency's 
average a nnu al attrition for professional personnel but subject to Increase 
as eaqperienee dictates* (See Section III.D. , Rage 30}. 

&* Coincident with the eapaaaloa and revision of the current JCT Program 
as outlined In this report, action should be taken by the Deputy Director 
(Support), Director of Training and the Director of Personnel to correct 
certain deficiencies including: 

1. A lack of an official Agency statement of policy and objectives. 

2. Insufficient use of "consultant spotters" in educational insti- 
tutions in the selection of likely candidates. 

3. hack of uniform standards to ©svern Initial recruiting interviews. 

4. Agency spcaiaorship of military service with resultant possibilities 
of enfixtrraesment and fact that the attrition in the military group is 
unusually high. 

5. lack of emphasis on the recruitaaeast of non-Caucasian candidates. 

6. Inadequacies of present JOT Division in teasas of else and 
knowledge of Agency operations. 
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7* Heed for forecast of tentative Agency professional personnel 
meeds to govern recruitment practices; and 

8, Ttm fact that as presently conatitutod the career daweXopaenb 
aspects of the present J9T Program ends when the trainee is finally 
assigned. 


A. general 

It is recommended that the Mreeto r of lEraiaing be g tfiaawnrt^ 

In recognition of the significant accos^lishsimts inherent in the 
growth and success of the JOS? Program from its inception to its 
present status as the first effective career development mach&al ga 
in the Agency. 


1. Certain deficiencies were noted in the present JOS' Program 
during the survey and should be corrected coincident with the ex- 
pension receesaeaded in this report. It is reeasaeolfi& that: 

a. The BB/s instruct the Director of Training to prepare 
an Agency regulation defining the purposes and Objectives of the 
vm expanded "Career Bfenagoaent" Program {formerly the JOT program), 
establish ita scope, and define Agency responsibilities for its cm- 
duet as outlined in Section III.C.* Page 14, of this survey report. 

b. Subject to approval of the recommendations In this report, 
the Director of Training prepare & written brief for these consultants 
which will define their functions in detail. These instructions 

be sUBplisaentea by specific briefing at the next Washington meeting cf 
the consultants. (See Bsge 15) 


h - 
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c. The Director of Training sad the Director of Personnel 
jointly establish uniform vrittea standards to govern the recruitment 
approach to prospective employees, (See Page 16) 

d. The DCI direct that Agency sponsorship of the military 
service of draft eligible JOT candidates be terminated; if such, 
termination is not approved, then Agency recruiters should be given 
precise and decisive instructions that such sponsorship is not to be 
considered as a reward for accepting Agency aBEPloyment. (See Bage 17) 

e. The Director of Training place increased emphasis cm Idle 
selection and recruitment of non-Osucasiaa trainees for inclusion in 
the Program; such action to be predicated on clearly established prior 
recrements. (See Flags 17) 

f . The DCI direct the establishment of quotas to govern the 
recruitment of career trainees for each of the three major coKpments 
of the Agency, 1*6«« I®/?, W/B and 123/ 1; such quotas to be directly' 
proportionate to the professional attrition rate of each component. 

(Bee Fage 19) 

g. The Director of Training, on the basis of factors gained 
during the conduct of the Program thus far, establish a maximum period 
of training with the option of extension to accomodate training la 
unusual foreign languages or specialised area orientation. (See Paget 21) 

1. The transition and expansion of the present JOT Program as 
outlined la this report is to be accomplished in two separate phases . 
Element ing reccasBiendat ions are as follows t 
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ft* Hatae I t It t a recommended that: 

Cl) She Director of tea ini cg and the Director of BertsoimeX 
Jointly develop written, tentative forecasts of tie profe^ional per- 
sonae! needs of each of the three major Agency caopooents end that this 
forecast be used insofar as possible to g o v e rn the future recruitment 
of JO® candi dates far so es^anded career dcvelepiwat program. (See Bag© 26 ) 

(2) The Director or Deputy Director author ize m increase 
to 200 position® of the 100 position T/O new authorised the JtH? Program 
to acocsaaodate the increased msber of trainees, gat that the currant 
arrangement for the temporary double slotting of career graduates be 
continued. (See Page 26) 

(3) 2Sw present T/O of the JOT Division in OSS be increased 
by five positions, three individuals of professional grade to b® selected 
one each from the offices of the 2B/B, ED/P and hd/I an the basis of 
their experience sod towledge of these coapoosats and the remaining 

two to provide sacesaary clerical support. (See Page 27) 

(k) Wm present I/O of the Assessment and Evaluation 
Branch of OCR be increased by two professional and one clerical positions 
to absorb the added worfc load, (See Page 27} 

(5) The J un i or Career Development Program be terminated 
a»d its career development mission absorbed by the expanded JO® Pmgmn. 
(See Png® 28) 

(6) The present JOT Program be reamaed the Agency "Career 
ItoagBEBSSOt jRrogrwa 1 ' and the new name be adopted by the present JO® 

Division in OSH. (See Base 28) 
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b. Phase ll ; It is recommended that: 

(1) Subject to a r^jpraiml of the effectiveness of 
Phase I by the Inspector General, further expansion of the Career 
Management B ro g ra a a be considered a® follows i 

(a) Ccmeoltdatim of the Office of Training and the 
Office of Personnel into one central Office of Perscsceoel sad Training 

to be heeded by one director with deputies for it* two priacipal functions. 

(b) She creation of a Career M&mgsaerrt Division in the 
new office to assume responsibility far all aspects of the A©ency‘« career 
nanagstaant function including recruiteaent, psychological assessment and 
evaluation, consultation and guidance, placement and subsequent oareer 
development. (dee Bags 30) 

in. Discussion 

A. Hi atopy of Frograa 

1. m# origin of the Junior Officer Training Erogra© coincided 
with the establislBaent of the Office of Training as a separate Agency 
i ^ an pnnAnt , ty General Walter Bedell Ssith, liasar H0I« The basic ele- 
wwrrf -.it of the Program were inherent in the first statement of functions 
of the new Director of Training which was approved by the Deputy 
Director for Administration in llovenib&r 1950. The criteria for the 
recruitment, training and placement of professional personnel on a 
career basis as enunciated la that basic statement have served, with 
minor modifications, as the framework for the creation and development 
of the JOT Program as it exists today. Mterait in the original con- 
cepts of the Program and in accordance with the wishes of the former 
DCI, ms the establishment of m "Elite Corps" of highly qualified 
and highly trained professional DateHi^ence Officers destined to fill 
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top level executive positions in the Agency. Subsequently the 
"pitfalls” involved ia the creation of an "Elite Corps" were ree- 
o@aissed and this eatsgcnisatiQn has tern de-ssgihaeized in nsownt 
years, although this concept still exists in the ssinds of the <n«reot 
JOS trainees* 

2. Use irogrosit ante by the Director of frainios in the develop* 
aaeat of the JOT Program during, the past four end qne-half years is 
highly creditable. $h® translation of a stable concept of rwauitnwnt, 
train! q& and career development as ecspreseea in a ‘'etatmenfc of functions" 
into a program which has provided the Agency with 102 professional em- 
ployees of the Mutest calibre is a fewaidakle accaaplifl&meajt. During 
the period fro® the inception cf the Veo&cm to 1 S^tesSier 1955, 231 

JOT fregras trainees were eogCLcyed by the Agency. Of IMs total, 4$ 
resided for various reasons. Bits is an average annual attrition rate 
of 4.7 par east m centered to an Agency average annual prtfessicajal 
attrition rate for the same period cf 8.4 par cast. The JOT Program 
attrition rate is thus leas than the Agency’s, twit is still considered 
too high in view cf the tine and effort expended in their processing 
aad the standasrds cf quality governing their selection. 

3. As of 31 August 1955, the disfcrihuticai of JOT B EOpwea trainees 
and graduates among the throe' principal esaponsste of the Agency w m 
follows; Clandestine Services or g a ni za t ion - 85; m/l - 43; and ED/s - 11. 
<A total of 43 were uaassignsd. ) During the survey a review was made 

cf the evaluations of JOT trainees by supervisors in these three ceaa- 
poaeots. 'mess evaluations were unifcomly Msh sad were substantiated 
in general teras by interviews held with several component heads during 
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the survw* She Ifcogna© and the perfaraame of JD(T Program trainees 
and graduates are haM in the hipest ©stem. Ussy responsible Agency 
executives are of the qjplnion that the Program ahouM be expanded «ad 
e^basSisM a® the principal recruiting seehantsa of the Agency for the 
procurement of proffeesionoi personnel. A general Impression of compe- 
tence* poise and assurance vm obtained from the personal interview 
conducted during the survey. Many JOT Program trainees have taken 
over responsible positions in the Clandestine Services area divisions 
during their training assignments. 2heir perfcaaaance in training courses 
has been consistently above that of experienced Agency ® 5 &qy®ee. 

B » Itocruitsneafc, Gaining, a nd Placement 


1. Recruitment 
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2 « 

a* An essential alrasat of the JOT Vmgnm is the principle 


of training before a»MgJ*«fc to duty with an operating cocjponent. 
After the candidate has entered on duty he is given a series of train- 
ing courses designed to give Mat a thcoou^i indoctrination in Agency 
activities and skills, this period of fcmaalised training varies with 
the individual but usually lasts far apprcxslmtely 15 weeks. Ba socse 


instances trainees have teen selected for intensive area and language 
training in which case the training period my hast as long as two years, 
b. While attending the training courses, the trainee i# under 


constant observation. His work is evaluated by the instructors and 
reports of his progress «r© i&tetttsd to the JOT Mvleim. fflsasse re- 
ports together with the results erf the psychological assessment and a 
series of caafercaoces and consultations With the directors of the JOT 
Beofpfega fora the basis for the trainee's next step; Ms assignment to 
& functional unit of the Agency for on-the-job training. 
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3 - 

a. la snaking the initial aBsigment the directors of the JOE 
fttgras take into comrfderation the aptitudes sad desires of the trainee 
and sake every effort to place him is the moat suitable position, 
-/teraagmeats are Bade with the aspprorpriate supervisor to take the 
trainee into his argaalasticsa for a period of free three to twelve 
months to give h Sat m o®port\uaity to learn its functions by partici- 
pating is them* Ihi# method of smlgm m b on a trial basis benefits 
both supervisor and trainee. During this period of eeplcpMst the 
trainee, prepares progress reports at regular intervals for the JO? 
Division* She supervisor also submits imports to the JOE Mviaiea 
describing the trainee's activities and evaluating his performance. 

Both of these reports are prepared la narrative fora which keeps them 
fiwaa becoming stereotyped and hence more valuable. 

b. While in the 40 b assignment, the trainee rssaains an t h® $/o 
of the OSS* Ihis prov id e s the JOSE Program with the ability to sake 
aasigame^s and raaaai#3saeats wits^out the need for submitting to the 
time consuming delays of nomctl administrative processes. It . also per- 
mits the assignment of trainees to any component without regard for 
the liaitaticsao of personnel c ei l ing s. 2Ms saethod provides the JOE 
program with unusual flexibility and mobility in nuking assignments. 

ft l&t of course, stihSmct to abuse by 8hcartaig}3te& supervisors who view 
it as a means of acquiring « high calibre eaployiae at no cost to Mm. 

It also tends to become & form of paternalism in that the trainee is 
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act exposed to the competition of Ms fellow workers and can always 
retaegt to the dheltar of the JOT Frogra© and rojgsest reasslgaasnt 
If the situation is act to his li k ing . 

C. Deficiencies 

1 , During; the survey, several, specific doficleneiee in the JOT 
Program were noted which should he ecsaaiaered end corrected Is cm- 
junction with the RpG0?seii esgpeensicsa as outlined in Section III.D., 

Page 21, below. They art as foXlowsi 

a* Despite the si*e, extent, and general success of the JUT 
Program ^ the fact that it® concepts and cpera&ioa are well established 
and tesom by to® executives of the Agency, no official Agency Btstee*nt 
of policy, purpose or objectives has ever been published. As a result, 
the Progress is sot well kr***n or understood by the majority of Agency 
uni t heads and supervisory personnel. Placement of JOT trainees has, 
therefore, been unnecessarily difficult and the effectiveness of the 
Program has been limited for this reason, 
ft is recaaae&ied that: 


The m/Q instruct the Director of Training bo prepare on 
Agency regulation defining the purposes and objectives of the 
new expanded ''Career Management” Program (fowaerly the JOT 
Vrcgtm), establish its scope, and define Agency responsi- 
bilities for its conduct as outlined in Section III.D., Page 21, 
of this survey report. 

b. 35se Director of Training, in owdiratiori with tin* Director 
of Personnel has developed a group of "constant epettera" in various 
educational institutions throughout the country for use in the selection 
of likely candidates for consideration in connection with the JOT 
Program (Section III.B., Pag® 9 ). She concept underlying the use of 
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such consultants 1# sound, but this survey revealed that they have 
hem relatively ineffective. The majority of JOT candidates have 


• h*em uelected as- a result of t fee activities 



Agency 


field recruiters isaintained by the Office of Jertoimel. Aithou^i 
the consultants ace asasehled annually in Madrtsgton for briefing and 
consultation, it is apparent that they have not been properly oriented 
as to their functions. Sfasy apparently consider themselves as "re- 


cruiters’’ and cot "spotters.” £s a result they have not provided as 
may potential candidates -a®- they should* Ibis any result freas the 
strong emphasis on quality of c a nd i dates that has been Inherent in 
the I'ragrsaa since its iseaptioa. and may veil be corrected as the srograa 
ia e 3 g#sl©& sad quidifiesticiis broadened to- fulfill a greater pro- 
portion of the Agency’s professional personnel needs. However, eor- 
jpactive orientation. in this respect (should be undertaken now m a 


preliminary to esq?ansiaa of the Program. 

ft ia reeaaBaoded that? 

gk&jact to approval of the reccnmendatloas in this report, 
the Mroetsr of training prepare a written brief for these con- 
sultants which will define their functions in detail. Sum* 
instructions should be sujppdaBKBZtsd by specific briefing at the 
next Washington meeting of the consultants. 

c. Based on interviews with JOT trainees and "graduates" held 
anting the survey, there is apparently a lack of uaiforaity in the 
infoasaation givsa them during their initial Interview© with Agency 
field recruiters. $hmy of them cocplained that they were not even 
favift a® lauch as la contained in the P ub l i c law establishing and de- 
fining the Armey’s mission* Others complained that the Program as 
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presented to them was "oversold” in that It did not present a realistic 
picture of Government ettployrsent in general and the personal aacrificee 
in cident to a^loytaent in a "super sensitive 1 intelligence agency sues 
as the CIA. The consensus of these and stellar «®®eata led to the 
conclusion that there is a definite need for the preparation of uniform 
standards to govern the Agency’ a field recruiters in their approach to 
prospective en^loyeee. 

It is recctancoded that: 

ff ph<a Director of Training end the Director of Personnel 

^wrmSltanaards to govern the recruitment 

approach to prospective employee*. 

4, During its existence the JC7T Program has recruited and 
i^ucted a total of 95 military trainees. Of this total 26 {including 
those who did not receive OCS ecssaisaton) have either failed to fulfill 
their obligation to the Agency to accept civilian status or have dropped 
out of the Program for other reasons. Saare are two factors which 
mitigate attest continuance of Agency sponsorship of military service 
for JOX trainees. One i a the possibility of serious sEfearraeaaent in- 
volved in the possible charge that the Agency is assisting young men 
to avoid the military service draft. It is apparent aa a result of 
Interviews with JOT trainees * that some recruiters empicyed the Ageacy’e 
military sponsorship program aa f bait" to induce them to accept es&vl°i * 
jaenfe. 5he other involves recognition of the fact that young college 
graduates in the age group of the JOT trainees undergo substantial 
sietamrphosis during military aervice which say* and apparently doea, 
(baaed on the attrition rate) change their original motivation toward 
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CSovemaent enplayiaflat. Tbla aspect of the Program is considered 
hazardous and laaproducrtive and should 1?© abolished. 

It Is recoraaeaded that: 

Tbs SCI direct that Agency sponsorship of the fflilitaxy service 
of draft JOT candidates be terminated j if such termina- 

tion is not approved, then Agency recruiters should be given precise 
and decisive Instructions that such sponsorship Is not to be con- 
sidled as a reward for accepting Agency osplcywent. 

m„ It is believed that increased aaphacis should be given to 
tV recroitoerrfc of individuals of am-Caneasisn origin for participa- 
tion la the Program, The present expansion of intelligence interest 
in areas of Africa and Southeast Asia would appear to indicate a 
fu&gre need for such personnel. Selection and recruitment ia this re- 
spect ahouM be carefully planned and based cm a clearly de fin e d need 
with prior consideration of all factors involved. 

It Is reecnraended that: 

The Director Of Training place increased emphasis on the 
select ion and recruitment of nan-Cai^asiisn trainees for Indus urn 
in the ’pr^grep) such action to be predicted on clearly establi shed 
prior requirements. 

f . The present JOT Division in the Office of Training has done 
an effective Jcfb of placement considering its relatively email dse and 
the fact that the awtfbe m of the Division do not have as extensive a 
tososrledge of the Agency, its organisation and operations as they might 
have to be of nssigaga effectiveness. Qm of the most lE©ortaot aspects 
tyf fjip» asa gwaa has been the career counseling^ gui d a nc e, and p laceane afc 
of trainees on am individual basis. The present Division has been unable 
to provide the optimas degree of attention to each trainee and has 
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m paricnced difficulty in covering all of the mm possible placement 
Oppopturiitiee for training in Agency ccaeonsnfcs. It has been unable 
to develop fira placeae^/trainine. osportunltieB and ha* had to defer 
ijssromimt end aodlficstions of the Progr® are seeded. !ghe 

fv^^wg tfi not intended to derogate in any Wi the "yeaas&Like 


effort on the present Division, but is intended rattier to support a 

r gj pforo @ i ^ttt which is recognised by the Director of TmZn&fig, 

and the members of the JOS Division. 

g, ffi** JG2 ftrognpi *s presently constituted is not based <m 

the specific personnel needs of the Agency . It is instead, a general 
recruitment program desi@aed to Obtain outstanding perso n a e ! ftw 
training sad ultimate placement in f u l fillmen t of seeds which sere not 
clearly established at the time the individual is recruited. ®*ia i» 
sot to infer that the conduct of the Program has been derelict in that 
It has not been designed to fill specific position vacancies since such 
a policy would detract tvm the arogrwu’s essential concept, nanely the 
assignment of personnel bas ed on their background, tmaperaJffinfc and 
fortitude. However, it is believed that the present system of placement 
ie too "hit or ad.es" and depends on the tw®aeaxy needs of coopaasate as 
qgpoeed to a scheduled program based on prior study of the professions! 
personnel requirements of each major J^aocy ccsspon^it resulting from 


attrition, ffeerefore, this situation should be corrected by 
careful forecasting by the Office of Personnel and the Office of Training 
of the projected professional personnel needs of each major Agency cm- 
poncait. Such forecasts would then be available to provide a general 
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ttwmrcak to govern the secruitrasnt of candidates t or this Program. 

Haler the terras of the expansion reccrawealed is Section XH.XJ., Page 21* 
it Is oonteraplated that recruitment of ca n d id ates will he broadened to 
include the specific professional personnel requirements of aU Agency 
components » An essential element of such a forecast would he the 
esfcahHitasnft of a specific quota fear each of three aajor Agency oora~ 
poaente support©! by detailed qualifications criteria# these quota should 
he established by the W/& {Directors of Personnel and draining) and 
should he directly sroportionaie to the profesaiaoal attrition rate® 
of each ceraponent. 

It is reoataaesaded that* 

Tern BCI direct the establishment of quotas to govern the 
recruitaajt of career trains® for each of t fas three raajor 
consonants of the Agency# l.e., BB/P, bd/s and bb/Ij such 
quotas to he directly proportionate to the professional at- 
trition rate of each ocapyrmfr. 

h* Interviews with a rape®ent*tive cross section of JOB! 
trainees during the survey revealed that mm of the Program** principal 
deficiencies is that unit mqervisaaMi are too often un^^ared for the 
assigrsamifc of a trainee in that they have act planned a specific train- 
ing sc h ed ul e and are often unable to define those specific aspects of 
their work essential to a well rounded fcnsndedge of their activities. 

It is believed that this deficiency will he concocted by the establish- 
ment and issuance of Agency policy relative to a career develcpaeat 
program of this nature end the resultant education of unit supervisors 
throughout all Agency emponento. 
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i* One of the most unfortunate aspects of the present JOT 
ftrograa is represented by the fact that the sound basis of activation, 
morale and career interest ends when the trainee leaves the Progras fa r 
his ultimate assignment. Be has been, carefully guided and counseled 
and issued with the philosophy of career development. At the present 
tine, due largely to the iaeffectivtoess of the Agency’s Career Service 
Program, there is no ffcHw-up or planning far further development on 
a long range basis. 

j. The Agency as & whole (individual eoeperaeots and unit 
aupervlsors) has been guilty of some abuse of the JOE Program. Hey 
units have been guilty of requesting Hie assignment of JOE trainees 
to fulfill iesporary priority needs* The use of a JOE trainee in this 
respect ha# been particularly attractive since these assignments do 
not encuEfcer T/O position vacancies of the unit involved. This abuse 

has been particularly noticeable since the latest E/O selling restriction. 
The JOT Division sho ul d devote more attention to monitoring this situa- 
tion and recogrise such abuess vhen they occur. 

k. Under the present JOT itogrm® there is no claarly defined 
maximum period of training although It is generally accepted as being 
of about two years duration in the Shsaace of specialised training such 
as in unusual foreign languages. The lack of the estabUshmezrt of a 
maximum training period has two ina&esirable effects on the trainee. 

One is the strong possibility Had; some trainees say elect to retain 
the mebility and inherent freedom in the Program beyond a point com- 
mensurate with the spirit and philosophy of career development and thus 
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becore ’’professional trainees. " She other involves the 6mm * 
undue patern alism on the part of sorae tr aine es represented hy as 
latitude of "yew do it for m* as opposed to the egrets® of a de- 
sired degree of iMlvldsal initiative. 

It is receagaended, that: 

Use ljirastor if fXsjalag# on th© basis of factors g ai ned 
/h» «t» g the sewfeast of t he Program thus far, establish asaadan® 
period of training with the cation of extension to acoarauodate 
tr aising in unusual foreign language or specialised area 
orientation* 

D. 


i. aaeuits of m fm &m 

a. la a relativ ely short period of time the <J0£ Program has 
a^ie ved resK^sjfliie results. It has provided the ^sssy with more 
than 1 S 2 career eagdeyees of eadasaardisary talent and leadership 
potential with still wore la process of recruitment, selection and 
tr aining , it has not only demons trated the feasibility of planned 
career develosBienfc but has identified the factors that ssahe it practl* 
cable, She principal factors which here contributed to the success 
of the Program ares 

(1) Beeruitoect against dearly defloeA standardB and 
(^t^w-tica by a m ^ mmajaE process which includes an assesaaacat Of 

for intelligence work. Experience with the dQ(E 


ISrograes has shown that trainees, in addition to their outstanding 
intellectual capacity, possess personal characteristics which have 
earned the respect of their colleagues sod supervisors, m this 
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respect# it is gpite apparent that the 0B3R has tone a raaa rk a b ie Job 
in the pre-ei^loyjaent testing and subsequent aateesBenfc of these in- 
dividuals. 

(2) draining in essential ftodaaeg&gas before qsMgngent 
and ultimate placccaent detemlaed by bectorouad, character* tec&era- 
^sa tj apt itude and demonstrated perfcasaence. Many trainees found their 
"niche” on the first Job assignment $ others trial two or even three 
before finding the sssignmerit that satisfied both desire sad ability. 

101 subscribed to the advantages of indoctrination by femaal training. 

(3) Mobility daring the training period . Because they 

are carried on the f/0 ad? OSH# trainees can be rotated freta one en*the-Jab 
training assignsmsot to another or bach ’to a toanaal training course. fhis 
permits broader training by sasparienoe in selected assigmaenta or the 
quick withdrawal of a trainee who has bsen given an inappropriate 
assigtxaant. 

(b) QflwaidHng and gsidgaca . She results of careful 
observation sad evaluation during the training period fora the back- 
ground tor fragment omsultations in which the trainee is Bade aware 
of Ms deficiencies and is aided in their correction. She advice and 
guidance of an interested but impartial counselor is iinnaluable. It 
Is a significant factor in arriving at the best placement for to© 
trainee and emtributes effectively to Ms siorale by demonstrating that 
the Agency is interested in him as a person as well as an employee. 

(5) gemtostoatioo of a practical means of recrulttaaaat . 

Seme positions in toe Agency require specialised talents which cannot 
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be develop within the framework of a training program of manageable 
alee. Recruitment against several levels of standards could supply 
mat of the Agency's professional personnel and relieve the recruiter 
of much of the pressure of the need to find the right man for a specific 
position* 

b. the JO® Program has given real meaning to Agency Career 
Service sad has put into practice what has previously hem theory 
or fond hops* It has been in assistance for less than five years and 
is etHl faced with a ms&er of difficult problems. Scwever, it has 
taken the first concrete steps toward the development of a sound 
program of planned career develcpmsest and effective personnel manage- 
ment. ft® knowledge gained by this ea^erience should now be applied 
on a broader seal# so that the Agency may derive the m a ximum benefit 
from the accospliahaents of the JO® Program* 

2* CfeJsctlves of the 3$T Program 

a. While the purpose sad objectives of the JOT Program have 
never been clearly defined, it can be stated in general terras that it 
is designed to provide c a pable , experienced Intelligence Officers to 
meet the Agency's future needs in senior positions* The very high 
standards of acceptability were established deliberately to ensure 
that the candidates had the rapacity for performance at a high executive 
level. The Program also incorporated the means to provider every oppor- 
tunity for the thorough development of the talents and skills retired 
of the iiiiividuals who will be the Agency*® future leaders. The Program 
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STATINTL 


has not yet reached its ultimate objective but its a^coc©lifitomts 
prove that it is pointed in the rl^rfc direction. 

b. Other efforts have been made to develop a career progress 

in tile Agency but they have act with little success, fhe Career Service 
Brogrem has made a United contribution is the form of more uniform 
policies for promotion and assignment but this mechanism has been 
ocsgsletely ineffectual in career devalnpasnt. The purpose of the 
Career Staff remains unclear and thus far has tally succeeded in 
identifying those employees who have expressed a willingness bo *c« 
oapt penaenent m^ploymerrt with the Agency, She Junior Career Develop- 
ment Program sponsored by the Office of Personnel has been unauccessful 
and is inadequate in that it requires the employee to produce the plan 
for the development of Ms own career. 

c. She objectives of the JOT Program are sound sad attainable. 
They are limited in that they have been aimed at filling only about 

jjl^per cent of the Agency's future needs and 15 or more years will be 
required before current trainees can be sapected to attain executive 
positions. Lower level and more immediate needs are just aa vital. 

She JOT Program should include in its objectives the supplying of all 
the Agency's needs in the professional categories with the exception 
of only a very limited nusber of unique specialists having qualifier- 
ticeos which cannot be toeloped within the liMtatioss of a practical 
program, To acoomplioto those objectives, the JOT Program will have to 
be e xp anded and somewhat modified, fhia should be done slowly and 
in two distinct phases. 
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STATINTL 


3. mm * 

a, Before ftpy osw plan Is 9&&s$e&g the Agency’s pers on n e l 
needs mat he scare dearly defined. Assuming that the Agency main- 
ta las its present level of ee^loyaent the principal seed will he to 
provide for the lose of professional personnel by attrition* Based 
on statistics furnished by the Office of Personnel, the current rate 
of attrition la all professional categories (grades GS-7 tfarou# QS-18) 
averages per year. losses in the “aiMte s&nagaaent 11 echelon la 
gnsdea GS-13, ifc and 15 «w«rage6^|per year. This tsKsiades the mss^5 atintl 
ajaOysts, saodLor case officers, section and branch chip's, and senior 

staff officers. The greatest losses occur in the subordinate cate- 
.4 *$ m of grades GS-12 aal below where the c u r re nt rate averages BH fA 1 iN 1 L 
per year, rati# establishes the level at which recruitment mist be 
accomplished, The attrition rates need here are based m actual 
separation espertenee and will serve as a guide for inaediste purposes. 

So forecast has Mol attested based on m analysis of age groups which 
say affect mure attrition rates, 

b. Tb «®and the Program so that it way supply all the needs, 
the base of recruitaent must be broadened. The present rocruitswnt 
standards for top level personnel should not be changed but additional 
hamr levels est^ilshed which would be desigaed to provide the in- 
dividuals best equipped to fUJ. the middle and lower categories. This 
would not increase the work lead for recruiters but should make their 
30b easier* Many of their candidates who do not s a ke the grade tear 
the teg? level ere more than adequate for the lower levels. 
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Xfe is recota mea d e d that: 

£he Director of Training and the Director of Personnel 
jointly dsvala? tentative forecasts of the professional per- 
sonnel needs of each of the three- major Agency components and 
that this foreeafft he used insofar as possible to govern the 
future recruitment of JOT candidates for an emended career 
developaeat program. 

e» The present f/O for the JOS Brograa consists of 100 position 
vacancies all of whidh are new filled or saasuehered. In addition to 
approving this ptawennel oeiling for the Pro^saa, the fflCI haa 
authorized the temporary double slotting of JOT graduates to pamlt 
their permanent assignment to operating coraponents as soon as their 
t raining period has been completed. Utader the exp a n sion envisaged 
in Phase I, the T/O now authorized the JOT Program should he enlarge, 
by 100 positions to aeeoaaodata the increased member of trainees, with 
a continuance of the double slotting authorization, 2his mm T/O 
authorization should he reviewed at the end of six Months to determine 
it* adequacy with relation to the recruiting rate attained on the ex- 
panded heads* 

It 1* ^ viye iyB i w f na efl, that: 

She Director or Deputy Director authorize an increase to 
£00 positions of the 100 position f/0 new authorized the JOT 
Program to- accooraodate the increased madder of trainees, and 
that tbs currant arrangement for the tsB^orary double slotting 
of career graduates he continued. 

4. f he process of psyc hologic a l assessment and eaujsse ling 
should he a&>li*d to all recruits entering on duty mte r tMs Pragma. 
Thi s will not ably serve to guide the training and initial assignment 
of the trainee but sill aid in Ms evaluation for future actions. To 
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absorb the added work load the T/O of the Assessment and Evaluation 
arancli# OTE, should he increased by two professional sad one clerical 
positions. The increased counseling and guidance swrlces caused by 
the expansion will require three more professional and two additional 
clerical positions is the JOT Division, The T/O should he increased 
accordingly aM the professional positions should he filled if possible 
by individuals selected, case each from Xfi/l, ®/S, sad DD/P to provide 
sore intimate knowledge of those components. 

it is reoemmnded that* 

1, 2fee present T/O of the JOT Division in CfflR be increased 
by five positions, three individuals of professional grade to 
he selected from the offices of the ED/s, DD/p and ED/I m the 
hga i s of thei r experience and knowledge of these components and 
the remaining two to provide necessary clerical support! and 

2. Hie present T/O of the Assessment and Evaluation Brooch 
of €H$E he Increased by two ^of^sional and one clerical positions 
to absorb the added work load* 

e. Hi# present method of placement s ho u l d be continued* It 
has all the merits of a mm, hsmm system of suitable assignment 
based on a consideration of all determinable factors of background, 
aptitude, t«©er*8amfc aM ability sad its application to all aew em- 
ployees will aaterially reduce the number of separations caused by 
mlsaasigment. As a matter of sound principle, the matching of 
personnel to positions is a function of the Office of Personnel but 
that bw« Ai*r* pnert.-T-a+j*\ «a adeijaate coegetence in this respect 

It is anticipated that wider use of the method of assignment developed 
lay the JOT Program will eventually put an end to the deplorable 
practice of "shopping" personnel folders m a substitute for effective 
placement. 
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t . She lack of success of the Junior Career DeysOogiaat 
Program appears to warrant Its termination. Peraoanel already on 
duty who have not had the advantages of the JOT Bxgraa should he 
given equal opportunity to develop their careers. 33a fact* they 
shouM he given preference over new recruit®. She Junior Career 
iSevdqsEient Program should be Abolished and its career deveXapaeat 
mission absorbed by the e xp an d ed JOS Program. 

It is recaaaaaXcd that: 

©le Junior Career BevisdqpBeat P ro g r am bo terminated sad 
its career development mission absosbed by the expanded JOT 


g. tjtadsr the broadened concept of the functions of the JOT 
Program, the came is no longer caajroprlste. She Progasa now replies 
to all professional personnel, Esther junior or senior, and takes 
on the aspects of a realistic career development and personnel manage 
meat program. It should be renamed the Career l&nageacnt Program and 
the new name adopted by the JOT Division in OTB. 
ft is reccaronded that i 

She present JOT Bregma be renamed the Agency "Career 
Jtenagseaest Program” and the now nsme be alopfced by the present 
JOT Division in OTR. 

k. Phans IX 

a. i«Je» the first phase has been in effect long enough to 
make the necessary adjustments and OTR has, by experiment and experiei 
inplesiented and tested its provisions*- the. second phase should be 
initiated. Ideally this should involve the merger of t&e Office of 
©paining and the Office of Personnel into a sickle ccm©onent under 
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the cassaaad of a Director far Personnel and Training since the 
function® of training and plaint on the basis 

ol ggg fojpaance and aptitudes are toSOS&rsblb vi&smx to 
of aa effective career pnagresa. toeto coa»olidatian isider 

a cewtralised control will peewit better oocardtoeilm and pswto* the 
^gattcsy uith an tosgroved personnel womm*^ prograsa. Sawever, such 
consolidation should be m&jeet to an t&gralsol by the Inspector 
(Sea^l of the success attained by the OT3R during Hiafi© I* 

b* At the pressMt the Office of Persomiel to reeponeible 

for recruiting candidates for the JOT Program under the guidance °* 
the OTflee of draining and according to the standards It to e«tab- 
Xiahed. toe graltotoary testing and SKayeesdas is perform®*. by the 
Office of personnel, but. the direction is at®©3to& by OTEU toe ad- 
ministrative details of clearance end entrance on duty are attended 
to by the OTftoe of Personnel but the assessment && initial deterratoa- 
of aptitudes are conducted by 0®. toe tra in i n g courses are 

administered by QIR and the evaluation of the trainee’s 
perfonoance to included, Ccunaeltos a ad guidance is nomOly an Office 
of Parse amd function but for the JOT Program the responslMlity has 
■tern reltojuiehed to 0®. toe privilege has been given to C® to 
sake assignments on a trial basis for the purposes of the JOT Progrsa 
ohly. AH other asa igoaaa ts are handled by Personnel. toe ^rfcostnnce 
of these interrelated functions by two separate office® to inefficient 
gg& vould become topractical with the added responsibilities of the 
« 3 ®ajKted career toelopnest program as developed to toase I, 
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e, She consolidated Office of Personnel and Seaming will 
v&g&re a Mgh degree of ahainiatrative shill and its director *&ou3 
be provided with two assistant directors, one for Personnel end aw* 
for gr aining . V/ithin this coEgonenfc ill® Career Menagssaeat Division 
should he elevated to operating division status and assigned 
s^MRvaiBibility for the Career Develx3$aa<mt Program including recruit 


wmt of all career pmionnex, « — 

initiating a prog rm for cording the advanced stages of career 

development* 

It Is reoaefflended that; 

ftftMt to * r««p™l«X of the 
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verity of the Assy's needs, it follows Really that there should 
be some relationship between its authorised T/o and the Agaacj’® at- 
trition rate for professional personnel. Deteirdration of this mat® 
viH depeal on such motors as the rate of recruitment, Agency T/O 
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ceilings, and fluctuation in tb« Agency *s attrition rate, mmfex. 

It is believed that initially, the T/O for the Career mw&s&xb 
Program should egual 50 P=r the ^6«^ r average ohuual rate 

of attrition for professional personnel with the expectation that 
It can be increased as the e&Li^rtened concepts inherent in the program 
exert their affects on the Agency’s over-oH attrition. 
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